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The first duty of the educator is %o f 
enrollments as accurately as possible> using the best 
available. Jhe second is to begin planning long in adv 
school closure or majpr reorganizationr Watchwords of 
management for the years of dwindling enrollment are .c 
and community participation. Communication with teacha 
parents, arid anyone else whose interests are affected 
to come is cruci.al to any measure -of success. Moreover 
partiodpation of all those affected is essential. It w 
necessary to glean their ideas and cooperatio'n to be c 
'decisions affecting the community are acceptable to th 
Taken positively, the implications of declining enroll 
•enterprising and creg^tive school administrators willj. d 
programs ,as they condense them. They will devise eguit 
redufct ion-in-force policies with the teachers* unions 
even more prominent as. public leaders when fhey unite 
t.ask forces to solve the problems of school lalosings. 
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The Lduuilional Resources Iiifornuiion Center (LRIC) is- a national 
mforinatiun system operated by the S'atiunal Institute uf Education. 
F.RIC s.crves the educational Lomniunity b> disseminating educational 
research results and,other resource information that caii be used hi de\el 
oping more effective educational programs. 

The ERIC CleiUringhouse on Educational Management, one o( several 
clCiUinghouses in the system, was established at the Universiiy of Oregon 
in 156b- The Clearinghouse and its companion units process research 
reporTJ itmLjiiurnal articles "for announccmc»a in ERlC*s irule^ and 

absiract bulletins. — ^ 

Research reports are announced liTTi^sounojiJn^Echication (RIE), 
available in many libraries and by subscription for S42?^Tr ^MKirJroni , 
the United States Gov eminent Printing dfficc, \Vasliington, D.C. 2040!?. 
Must of the documents listed in RIE can be purchased tiirough the 
ERIC Document Reproduction Service, operated by Computer Micro 
film Internatiofuil Coq^oratioii. 

Journal articles are announced in Current Index to Journals in Edu 
cation. CIJE is also available in. many libraries ar.d can be ordered for 
S50 a year from MacmiUan Information, 216R Urown Street, Riverside, 
New Jersey 08075. Scn^iannual cumulations can be ordered separately. 

Besides processing documents and journal articles, the Clearinghouse 
has another major function information analysis and synthesis. T!ic 
Clearinghouse prepares bibliographies, literature re\ie\vs, state of liic 
knowledge papers, and other inter|>rctivc research studies an topics in 
its educational area. ^ 
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FOREWORD-- : 



Both the National Assucialion uf Elcmcniary School Prin- 
cipals and the ERIC CfcaringluHiijC un KduLalional Manage- 
ment arc pleased to continue the Sl/iooI Lcadvrship Digest, 
withasccund sciics uTrepurtb designed tu offer sJioul leaders 
essential infounatlun on a wide jangc uf ciltical coneerns in 
education. 

^Vhc Stlioul Lcadcnht'f? Digest ib a scries of monthK reports 
on top priurit) issues in education. At a time when decisions 
in education must be made cm the baMs ol increasingly com- 
plex mformation, the Digest pro\idcs school administrators 
with concise, readable ^naKses of the mobt impoitant trends 
in schools today, as well as points up the practical implica- 
tions of major research findings. 

By special cooperati\e arrangement, the scries »diaws on 
the extensive rcs^jarch facilities and expertise of ihe KRIC 
Clearinghouse on Educational Management. The tiflcs in the 
bcries were planned and developed coupcrati\ely by both 
organi/.ations. Utili/ang the resources of the liRIC network, 
.tlie Clearinghouse is responsible for rese*nching the topics 
and preparing the copy for publication by NAESP. 

The author of this report, Kaien Sieradski, is employed by 
the Clearinghouse as u research an.dyst and writer. 

Stuart C, Smi|h 
Assistant Director and Editor 
ElilC/CEM 
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INTRODUCTION 



Shrinkage and how to copc with it have become a^ much a 
ihcnie of the 5cv entice ^jruwth v\ai» for tht fortiu and fifties. 

^ Sargent 

Thcic uai.a time when it seemed the niu.st debiiable abili 
lit'b a btlioul adminlstiatui could have uck to lai^e niuiie) in 
bchoul .bund ibiueh and tu find \\a>b lu lit nioie pupilb intu 
lej),s -space. The bchuoli) burL^euned with ) v^^^^K*>^^^^> ^^^'^^ 
buildirtgb i)pr*u\4 up throughout suburbia. Woild Wai II did^ 
for education what it did fot the .^luys national prutKict: it 
piecipilated t;ieatci and greatei quantities of pupiLs, teach- 
ers, administrators, and buildings. 

The difficulties faced h) administrators w Cre often' acute,^ 
but the) neail) always came down to^'the same piublem, 
whcthci of finauces.oi facilities. hu\\ to^^et more. Constant as 
this need ma\ ha\e been, it becaftie a familiar one. Moreo\ei, 
il was the suit of need leabtlikel) to seriously initate .\meri- 
cans. fot even before the economic and population boom of. 
the foities and fifties, otn collecti\e habit uf mind had been 
to value ^k;routh in an> human enterprise. From the begin- 
nintf of coioni/.ation -on this continent, the men who have 
ic'ccived the hit^hej>t piai^e a nation can bestow adoption into 
legend and folk ti adit ion acted tuuaul the common goals of 
exploration and expansion. 

And for 27 consecuti\e years, through the fall of 1970, 
.giowth was an operating assumption of modern education, 
hi that year the total enrollment in reguKu elementary and 
secondary day schools peaked at 31 millit^n students. In 1 973 
there were 30 million, and jn 1974, 19,7 million. TWaU >ear 
also 5aw the smallest number of births since 1915, leading 
foieca.steis to piedict that b) 1980 four nilllion/tac'^ public 
school i^tudents will be enrolled. (JPhesc figures are taken 
from Shimon and Frankel's publication.) 
Such a decline affects more than school management 



tactics. Attci all, tlic nutnuiiing tattiLianb arc lumuin and have 
giuwn up ph>6icall> ami pn,)rcssiunally gi\inj> mmiic decree of 
cicdcacc, like the ici>t of u^, to the >;uali> of exploration and 
ex]janj>ion. Koi unl\ ilo the\ ha^ e a dut> to change tactics, 
but albo the\ ha\c a rii»ht to feel a little Miockcd. Basic as- 
sunipti(His are not easily dismissed. 

btill, the lact ii, that different and in nian> ways new ad- 
ministiati\e aptitude^ nuibt be found to deal with the prob 
lems cieated when eniolhnenf decline is significant and 
btea^ly. The liteiatme ou t\]jO subject suggests that the prob- 
lems can be handled pobitivel) and successfully. Even the 
ultima te.4e.su It of decreased enioUmcnt in a school district, 
the closing of a ueighboihoud school, can bo the occasion for 
cicati\e school and conimunit> im ulvcmt:nt. Kxploralion 
nM> be made into the'skills and tools- that make education 
more efficient. ExpaUbion ma> be possible in more varied 
educational programs. 
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FORECASTING ENROLLMENT 

* A >■ 



l lic .Jcclinc in bulht iic Id a national plicnvJincmm, but it 
docs nui alTccl all school dibUicls equally. The rcason>as the 
1970 census levcals, Is clcmui;ia|)luc. Wmng families moved 
uul of the Southeast at a rate fastci than a\cra.^e. Nevada 
eNpciienced a 33 peicentTicrease in niunber of people u|ulcr 
five \eais of a^c, uhcieas South Dakota showed a 35 percent - 
drop in this i^iuiq;. The Northeast and the West gained I per 
cent in the under.20 age group, the vouuK parents of^the ntxt 
twujlecades^ but Hawaii lost I percent of them. And eu'n 
within legions and states tl\e JIuctuations can be of crucial 
impoitance to school boartiV, tr> in.i» to loiecast enrollment 
patterns. \ , 

The ponn Vy, as Deckei wiltes\that declining enrollment Is 
random. Some states genoiall) any district almost any- 
where, ma) experience an iiicieasc in enrollment. Decker 
descilbes two other characteiistics ot\clcclining enrollment: 
it is {yroi^resswcy and it is continutHi^. progresses up the 
gratles in a wa\e-like pattern. If lower llun ustuil numbers 
enrolled in kindergaiten in I9G8, Uien lh<^ seventh grades 
are experiencing that low for the first time this year. The 
wave of low emullmentb will take )cars to work through 
iho system. It is continuing because not just one year is 
in\olved, hut all the years afterward until about 1980, 
when piojections indicate a slight increase in K-8 enroll- 
ment. In othei words, the fiist wa\e ha.s opened up a trough 
that will probabl> luit be refilled in the for<:beeable future. 

Because enrollment decline is landom, man> writers suggest 
that it is c:speciall> important fur local boards to gauge accu 
rately the futi^ic of theii own districts. Besides the \arious 
lurecasting niethods and models a\ailablc, there are a number 
of indicators that shoidd be btudied caicfull) at the district 
level. 

9 



Jndicators of Declining Enrollment 

JndicMlions of ilu likclIHuocI of cmollnicin inticasc ot 
decline can be glcvincd rioni .nhiuil iccuuLs, l iuin dcmugiaphic 
dalaionipilcd In ctuihlv anikit\ |)lannini> dc|jailmciUb. fium 
zoning and land ui>c plan^, I'lv^in rcallois, and Huni^hc plans 
ot businesses that cmplu\ meal nuinbei.s uT peuple in die aica. 
Scvcial recent articles h) IJiunctti, Keuu.^h. anti lA^i^etl uffei 
useful clu-(klisib of indicatovs uf luial eniollment trends. 

Indicators in the schools include deelininj^ kinderj^aileu 
enrollments and ,L;icatci bieadiini^ space appealing in elemen- 
tar\ classroonis as a\era);e class si/.es deucase.Twu othei fac- 
tors that nia> affect enrolhnenls aie intCi^uiliun and the 
nii.i;ralion of s>tudents fiuni financially itiapped parochial 
schools. 

C<Miinuniit\ indicatur> aie priniaiiK economic. If suburb.*n 
lu^mea are too expensive fui young families to bu\ oi rent oi 
if homeowners arc keeping theii homes aftci Iheii children 
ha\c gone thiough tlK- lucal schools; few new kindergailen oi 
clemcntar) students \vill enroll. Fuithci^muie, if no ne\vYesi- 
denlial dc\ck>puicnt?, transit lines, oi state highways <ire 
planned, the neighborhood ma\ be headed foi <r static or 
decreasing populatiou. Although these t\ pes of indicatois can 
hint at changes in school enrcjilnients, moie specific piedic- 
tion methods inustM)c ukcI to come to a realistic forecast. 



Sources of Methods and Models 

If the convenience of having accmate forecasts wcie not 
enough to spur a school hoard to ii,s greatest elToits, the ne- 
cessities that depend on such piojettions should be. The 
short range prediction, up to fi\e years in the futuie. is the 
basis for budgeting, l\>r teacher and staff allocations, and foi 
the (le\clopmcnl of fusing picjgiams. Long lange plans, fiom 
10 to 25 years, are required by law in some states. Long-r*mge 
development plans are especialK cuicial to financially tioubled 
urban school s\stems.Sclu)oLtnministrMtois e\ery wheie cairy 
the responsibility to inform the public about needs foi staff 
and lacilitiei; and to prepare foi the problems associated with 



expansion oi u ilh sc hool cIoslivc. 

, Suuislitiaiih *uul dcnu>maphcis lia\c piiuluccij a\»uicl\ of 
incthinU and niinlcU Un pialiclin^* cuiullnicui fi^uus. I'lilui 
lunalcly» not i>ik oI ilicni ib |)cilci.t» The best u'suhicamuU 
be vblaincti h\ use ul a uuhIcI *ilouc, hul h\ a lonihinalion 
of niclhucls ami a lhoiuu>;h lvno\\lcd);c ul ihc vniuiumilN . 
chaDiclcrisiics. \ 

The mclhutl ihai luins up lui^sl ricqiiciilK hi ihc litcialuic 
un ilctlinnii; cniulhiitnl i.s lijt t uhiMl Min i\al lci.hnk|Lic. Ihib 
niclhiid \\oik,s b\ incasiu* ii; ihc |)cucnta>;c of ucwhiun.s in a 
♦;ivrn \cai whu cnioll hi kiiulcij^ailen fi\c \ cars lalei . II in 
1970. h)i i\am|)k'. t(\0 liahics are horn hi a ihstiiil aiuL in 
1973, 95 enroll in kiiuler!L;aaen/ then the lalio loi piediuiujL^^ 
kiiulci, fallen cniufluicnU lui au^ ycat wouhl he 93 pcuetit 
ol tlu' li\e hh lliN fi\e yeai s jii evioiisk. Il ib l)e,sl lo oUain the 
li^HUs ioi a loin m fixe \eai petiinl and aveiane the pcicenl 
ai*e.s, \ mvlhoti ii»iiscd in the same \\a\ dcleiniiiie lelen 
lion lalios. oi ihc pcuenla^e of p ipiLs in one K>*Hle who 
piui^iess ihe ncM k»'1<I»- l'^^' snhscquenl \eai. In his 
ailicle euliilcd *T,ail\ Warning; Sij^n.s id *an lanolhiient Diop/'- 
Kcoiii*h tuuliv*n.> lhal ihi^ niediod i.s nio^l leliahle during 
pciiods of .Nicad\ >;u>\\tlu which ma\ lule il oul loi nian\ dis- 
ifivis. V 

The |)in|)osc heie is not u> uview all ihe Icchniqneb* bul *o 
indiiale whei*' die) aie explained and destiihed, A !iaiid\ 
bouue Is Wri^hTs annolaled bihlioi;iaphy of hook.s and a*ti 
tlcb on eiiiullnienl ftneiasiiniL; tet liuicjues. At die end ol his 
Inliodutl ir\ dii^tussloi^ul ilie material, Wrighi li^ls diice 
ii>ndilion.s suj^jL;eslcd 1)\ belaud foi the niiisl elTeelive and 
benelitial ni>e lif cnudhncnl foiecasls. Fiisl/'know the loni- 
niunil) anti ils nniquene>i>." Then, *'appl> an appiopriaie 
loiccasling model i^t>;uKnl\ and oltcn.** FinalK , '*ion.sidci 
accepting prububililie^s as elTective rcsiflls.*' 

Political Complications 

If those three strict a iej>\\or<!< all there is to foreeastini^ 
cniollnient, then edncatiuu piofcssionaU would ha\c a 

\ 
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K Icai K ul, liuui (lilliuill, Jul) Ut tlo. Bui iheu is muic lu it 
than lhal. As Tast ii/nc ami Ilcuun explain, .special imcus^ 
groupb t'au ailctl sduiul clislMi.t plaus. Allliuui»li muj>i uT ilic 
uiilcr^ *>^iu\ryicl \n,iUv iri\iils b\ aclniiuiblialuib lu iiivulvc 
llu\iuinuiunil\ ii suiiic \\a.s in^scliuul pLmnin^, c\ci\unc 
sluuklcrs al ihc utuusiuiial ciui^clu wauh-doi; cuuimillcc 
wiiusc liisl priuiiu is lo siiip mIiuhI hud^cKs *uul |xiu>*iain.s 
lu I lie hart- l)u!H\s. 

In lis doiiiL* lu icclncc ihc kliuul budget,. ihc c.uKunillcc 
ma\ iLsint; ciuulhncul mujcxiiuii Ictliniqucji ihai yield 

llic Kiwcsi li^uus. Tlu luwti iIk- piujc^ ltd <*'mullmcnl, die 
lovs ihc needed space will 1)e. Wui^e, these ^^luup.s nia\ lad to 
cunsidei the (h*le»cMt ueed^ uf small aica,s within the di,sinii. 
Vvbal sp*»ev- is allutud. the authuib .sa) , nia\ include all exist- 
inC\^P»He, u i^aulics.s ul a,i;c, cuuditicju, oi flanmiabilitx , 
^ ia'sl it sceni thai TaM iune and llcuuii a»e honlin,i; uilches, 
thev cautiun tca(lei> about, pte.ssuie hum uther MUnec.s. Fii.sU 
a Uital n A wants an cxcvssive sliare uf ^hc liniiled hiidj^ct lu 
,i;u lu iheii sel^uul; pel haps at the expense uf scliuul.s located 
in puHticalK weaket areas* SetuncL pi iuuties established by 
the bucl.4et ulltec nu\ cunllitl with adniinistiaUus* desires lu 
avsijyi c|ualified tcacheis a\ suflieicnt nund)eis, riiiul, pi inei- 
pals hope lui funds jUicLslalT enuu>^h lu cany uiit ihcii plans. 
And iciuith, the leacheis^uniun wants ici keep all ils nienibeis 
enipluyed. Cleaily, sunie ul these gruups are niuie harmful 
lhan olheis l.u aceuiate fuieeastin.i* and adequate planniii|»» 
But payin.^ tuu much attention lu any une uf them euuld 
skew nut unl\ i|>e ec[uilabilii\ uf a disliict*s allucaliuns foii 
its seho(ds hut the aecurac\ uf ils furetasts as wcIL 

Like it or nut* piufcssionaf cdueatuis wifl not be IcflaUuie 
it) du theii jub unhindeiccL K\ei\ aspect u/^ cducatiun its 
fuudin.i;* management, and prujL»ianis not unly is upon lu 
public i»crutin\ but is the object uf cniutiunal \alue as welL 
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PREPARING FOR A CUTBACK 



A waruiiXi^ ii^^hc flusl line i>l defence again^l ihc rcsLi!li>or 
dccilnlniL; cuu)lln\cnU' Jui>l km^uiiii; ii i.^ In llic wind cnbhii>ns 
ihc >hutk ulicMi n liiiJ. Ik-tlcM jJia.n tliaTrM>mc wrilcii* advibc, 
a school dibitltC tan [Mcpaic ili>clf ^cauin aiUantc of a sijjni 
ficanl cnvolhncnl decline. 

One inlcrc5lin,i» ^bn.m^Cblioii eume;> in a 1974 arlielc by 
Ivij^enbei^ei, ,\v}u> lu^lei) llial llie eiu\ dI the planuinj* cffi)rl 
I5 the bchool Inniid it>en, Il huauhneinheib and theii inimali 
ale; avlnMnii)tiati\e oeiMMHiel leain lo UDik lij><<^tliei bUiuoUiI) 
and rcgularKy Hicii when lhe\ are fatccL'nx a crisis, as a 
6ih<M)l iloMue 01 a ledtielion in fiKce (RU^J of personnel is 
itMiaJh |)cuei\ed \u be, the) will be jb|c to bridge ll^c 
pu^blein uithuut ineidcntardifflcnlties yanscd U\ inexpeii 
erne. Kisenbetj<<-i sugi^e^ti) thai simuLited behoe^l distiict- 
Liise,"*, like wai ,L,anie;s, eould biUh caseaijnsions aniiMig meni- 
beis and ^haipen clIieivni^N In alU>\\in>; them to tuurdi\ule 
iheii **a^.lions in a lelaliveK *>hoit period of time over an Item 
from which' |>ci5oy^d nui>jvenRiil has been larii;c;l\ lenioved/' 
The i^roup might piaeli^e anaK/ini^ hvpoihelieal eri^es in 
their own dislucts 01 slnd^ the cases oj oilaer districts. 

Mole advice cmnci) liom Bnuietli, who writes that eompre- 
hcn^iNc planning foi a dcclinin,i* eniollmcnt should include 
the banie cumpi>ucnts as plannini; foi an increasing; enroll 
mcnt, but with an emphasis 6U eonsolidatloi) oi rfdueliim 
,uf pro);iams. Fii^st, esi^l^isb educalio^ial priujilies. Secijnd, 
ii>Uip*^^^' thts'e piioiities to the cuneat state of programs, 
ciuiie Ilium, staffing, and oigani/.alion. TJiird, look for cn- 
ri>lhnent tiends b\ anal) /.ing statistics, dcmugraphie ebarac 
teiistics, land-use planning In the district, and su forth. From 
what is learned up U> this point, the To^n'th cimsideration is 
to decidt uhethei the school dii>trict will need ihore ui fewer 
facilities, and how the existing oncs.miglu bestbe used./riicn, 
fifth, make: a plan foi he de\clopmenl, implcMiicntation, 



' and linan^ing of ilic piugranis, faLilillc^, and sen ices tlu\ 
district \sill need. Sixth and last, establish a it;cuuin>;.i>\slcni- 
atic review of the masier.plan/ 

Pupils and Programs 

If cnu>lHncnt declines enough, pi o^i anils will almost inc\i- 
labK ha\e lo be, ediuiinaled. Reduction of programs can be 
approached fri>m either a negati\e oi a positive pt)ini i^fNiew, 
as Bruiietti poinU out. No one likes to K)se s.ei vices like trans- 
portation, duplicating^, cuiiicLdLuii consultation, »Ttcr school 
spoils, or the benefits of school" nuises and clerks. But now 
nia\ be tl good lime to re\iew and peihaps tedt> tlie numage- 
nrent of some schools or programs, or e\eii of the entire 
mIiooI distiict. New prioiilies can moic easil) be established 
now, aiidnewjucthod> of.oigaiii/ang and managing instituted. 
If enrollment decline has not yet f(jjced'M itiajoi re\iew of the 
distiict progianis, a lefoim plan can be^pi;epared now and im- 
plemented as numbers of pupils deercase. 

A frequent lejsult of withered enrollment is the transfer of 
:>tudents from one .school to another. Pupils finding them 
sel\es in anew en\ironmeut, with perhaps unfamiliar curricu 
lum and teaching nrethods, may have difficulty perfurm'mg 
at their best. Jasenberger and Keough, in then' rcspectr\c, 
1973 journal articles, suggest that if curricula wcix integrated 
districCwide arrd prousion made for continuity between pro 
grams, sonic transition problenis could be a\oidcd. Long be 
fore a transfer becomes necei»sar*> , information on curriculum 
content in the schools could be gathered_and .Inaly/ed, so 
students could be adequate!) prepared scholasticall) for trans 
fer to a new school. , 

Extracurricular activities* are also irnpoVtant to students 
. and their parents. Ideall) , students will find similar programs 
to join after being transferted to*a new school. I^ceord-kccping 
systems should be mfrde uniform thiotl.ghout the district and 
reviewed frequently, so transfer of records will be a simple 
process.' Keough <id\ises that more fidl) descriptive records, 
on studpnts should be prepared before a transfer* 



AllhoUi^li uKuiN iliiiuiuau ,schouls aliCiiiK have had li> 
giappic wiib iht u Mills a dccijua.sc in uuiubcis, iu^>sl hij^h 
sellouts htivc as in.M as ci^lil ,\ cais oT i;urc. Hu- pupara- 
liiius thai appK li) ckiiKiilai) school piiM^iaiiis aic kir^cK 
iruc Un those in hii;h schools, with the eoinpUeatlon that 
^peH-ial. oi elective pio,L;iains in seeond'ai) eilutatii*!! ai e nioie 
lostK anc! .sophistitalctl ihan those in ihc hn\ci ^lades. It 
-\MiuUI hcA\ise lo cauliilK levKu^mTjct teu cnn^lhneNitiui a 
(li.stiiit heloie expantlin^^ elective pio^iams icquiiiii.^, hi 
Kci)U]t;h*s phiase, *\soteiicalK tiained peisi^nncl or exotic 
lac.ililics.** He luithei aih isi s the* cl^oi^ boaul to consider 
u^iui^ ^Vnitsulcj^ contuu teil sen ues lo meet caieci eilucation^ 
or caivcr oppDi tiinit) trainini^ pn^^iam needs/' 

Finances ' , 

OiW .oi the mosl oucious lesuUs <d (h\indlini4 eniulhnent 
is the I oiu oniitani tkcliiie in state ai<l, ir(as is usual) that aid 
is ^iven t»n the basis dI enioUnient ov attend*ftice. A school 
distill t*s lusts^siniplv di) \n»i dci lease in a one to (jue latio to 
its tnioMnient. Little it an\ stt\ in>;s, loi i\ani|jie.can he rcal- 
j/.ctl in^he areas ol bu>d setAites. niaintenaike, and opera- 
tions .initil one oi iv\o schools aie actu«iU> ch)sed. Besides 
salai) iiuieascs I'oi all eiuph^y.ecs, sa^ Sealc\f, the fiJ^llo\vin.^ 
costs circ Ivpical oi' those that will not ^oon abate > 

I ransport.Uiun is a« good ^example, ll docsnH,cosl any less 
to put 30 :>tuilcnti> on a bus t!iai\ it costs to put 70 stiihcnts on 
a buM So until \uu can reduce entire bus riuis, ^ c^u will not 
make a grcal deal of ,sa\ingi> in transportation. The same thing 
is true m food ser\ iceiv, w Sicrc it doesn't cost a great di;*d more 
to make 130 iunihcs than it docs to make 100. It docsn*t.cost 
any less for a custodian to Mvccp a rogni that has 23stirdcnts 
in it than one that has 30 students in itt It siill takes IB 
minutes. 

Also, inflation means Hiat the leni/niiiV costs v\ill persist 
cntl\ ineiease. It v\ill !)c the Myvi<H schoon^jaicls anc^ 
intv^ndents to w'tn public synWithyfand uride\standin^i; abunt 
the continuin);; Financial nems of\a slovvljl depopulating 
school dis^trict. 
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Realilicb biuU a.s lluhc aiUl uigcnu to the cf foils of those 
^\vho aie e\|)Kjiitii» alleuiative means of finautini; education. 
Meanwhile, a local bc^artrs iceouisc is the well drawn plan. 
In hei i97r>auicle Iaj>enbei,^ci sum^^csts that pnjje*e ted capital, 
expemhtlucb should be compiled fui each mHooI buildin.^ in* 
the disliict and tlml the Ii>;uK;> should include the costjJ of 
leiunalitMh Kfkcti\e fin»miia! niann^enicnt depends upiui. 
ha\ini4f the most aciui»i :j eniulhnent pic^jecticnis possible.. 
Both Brunelti and Aivcscuiwani that 'if r ai more students are 
planned fui than aitually emoll, the financial result ma> be a 
luiiious combin»ition of cnerstaffin^^ and the K^ss of anlici 
pated and bud^^ctrcd funds from the slate. 

Personnel 

rhe greatest share of the budi»ct, of course, goes for staff 
salaiies. Obviously, some tcachcis wfll ha\e to be released. 
Little woadei that job sccurit) is becoming as big a topic 
in eontraU ne^^otiations as saKuA has been. It is imperative to 
balance two noble ini[)ulsei>: to be fail to the teachers as a 
gioilp and as huli\iduals, and to maintain the Highest quality 
of education. ^ ^ 

Foiccd teiniination is to be a\oidcd whenc\cr possible. It 
mav be helpful to pioject staff attrition rates a few years to 
>^ct an idea about just how many teachers will be left as en- 
lollment declines. Normal attrition and caiK retirenient in 
centi\e programs, however, ma^ not reduce the staff enough. 
In his 1975 journal aiticle, Kecuigh reports that some plan 
ners ha\e placed a moratorium on teacher leaves, "thus re 
ducing the numbei of teacheis returning to claim positions 
vacated when eniollmenli. were hi!.;hc:i.'' Another alternative 
is to offer ''one or two-yeai tcrminafion contraets to new^ 
4.eacheis» iheieby allowing the distiict to .declare openly that 
teaching positions ma> not l)e available in the immediate 
future.** ^ ' . 

I he 'Mast hired, first Tired*' approach to decreasing staff 
numbers, howevei, could be harmful to the quality of educa 
tion. Fiist. It would get rid of younger people wholesale, 
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rather than iUtouljng to competence. Sec.oiul, it would be 
regressive buciall) . the ethnic imbalance that hab lecently 
been partially rectified aincjiig icacherb a:> acII ab eUcwherc 
in ihc cuuntr> wu^dd be rcbumed. Thiid, il cuidd^wipe out 
bonie special piu^ranis, like bilin>;ual iiibtructiun, that arc 
npw deemed necessary. ' 

In man) btatej, le^al cunbtiaintb bluck bi^huul boavdb iVum 
taking their, pick of thtii tc ichei.s and icieabing ilie rest. But 
seniority rights arc being^ reconsidered in C^^ifornia," for 
example, tu allow local boards to retain teacheib of newer 
programs while cutting back on staff. The state legislatuic is 
being niadtTT^g^'^rtn^ well that local boards cannot keep pa)- 
ing^ill the teachcis when i educed eniolfment cuitaiU state 
fund}^ according' to a i>pe</ial icport entitled "The Spectre of 
Declining Knrollnient.'' 

Whenever a boaul ib consideiing reduced staffing, it should 
seek legal ad\ice to make sure it follows due process in deal- 
ing with ;l> cniplo>ees- At such a time, open conununication 
with all employee uuion^ can alleviate pait of the stiain. If 
teachers ate given a fair'hearin^^ when the boaul ib consideiing 
U.IK maneuvers, a fair policy may be achieved. , 

The KducationaN Research Sci*vice collected examples of 
RIF policies from IG school districts, analj/.ed them, and 
came up with an extensive checklist of points to be consid- 
ered when devising a policy. Briefly, it suggests poin4.s to (xm- 
sider vv,hile favoring teiuued fulbtime faculty. The district 
must, comply with state law and its own agreements with the 
teachers' union to determine timing and. older of layoffs. 
Seniority riglUs before, during, and after a period of layoffs 
must be established in detail, as must rehire provisions, griev 
ancc procedures, and retirement status. Othei pioblcms that, 
acordin^j io the checklist, should be soKed include racial 
imbalance among the teaching staff, "bumping'' rights, sub- 
stitute teaching, and job training. 



CLOSING A SCHOOL: THE CpMMUNlTY CARES 



Ai- iiiau) scjiuol tuhiiinisUtiLoLs have Ictuncd the haul way, 
the clusiii)^ uf ti ncl^hborhoud scliool can ht tume the hottest 
pulitictil issue ul tlu: >car. Re*ictiui{s tu sliJi tin e\cnt*t*in be 
deep and lung Kistui)^^ Althuu^h tu sume parents closure of 
the Kjctil slHuoI mctins no nioie than the incomenicncc of 
hii\ing theU thildicn biucd faithei a\vti\ from humc, for the 
vocal others it means much more. ^ ' 

In her ai title uu ^'Closing a School/* HisenbejJ^ei has wiitten 
cloqucntK tibout the emotional inipoit of a school closure. 
Wiicn parcnii* block slIiooI Llusingi tlicy arc not fighting to sa\e 
a buildnig but to prcicr\c a unique personal invesunent. • 
I he itaunLlicii school supporter and greatest cducationtrl''a3^ 
' vowalc is llic parent who has spent long > cars' building a good 
repCuaiioii ui the lo«.al schools. When parents view local school 
closings, wiiat the) sec is the liircai of losing iliis investment 
and having to begin all over again the process of building rq)u 
tation, ii^uence and acceptance in a new school. 

When a school closing is'bcing discussed, p*irents whose 
cbildien aie affected seem to pa; moie attention tu adminls- 
tjatois* tittitudes than to the financial reasons. "Superinten- 
dents ha\e been dismissed/* Lisenberger sa^s, *'becatise thty 
\ie\\ed the issue as ti *nuts and bolts' pioblem instead of a 
'people problem*." Not less imoKed are the sUidents and 
teacheis who arc to be tiansfcnecl. In all cases, the crucial 
persoUid problem is that uf adjusting to the new cn\iron 
ment, it is that of legaining some measure of *'repu tation, in 
fluencc ami acceptance.'* B> allov^ ing^these inteiestcd groups 
to be. active partneis iri tbe process of closing a school, the 
buard can do better thaii just avoid hai^bh criticism; it can tap 
a rich lesene uf cieativc decision making and public goodwill. 

Adjusting to the Change 
* « 

1\5 help students* teachers, and piincipals acljtist to a* new 
school, Fasenberger suggests a program of visitations. A 
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**pu>ic;^Munal tli-.^Llu|iint;nt exchange piugraiiC^ 'iiii.^lu begin 
iwu ycaii) bcloic a icUool nuLst be ^lubccl. Thc'lc.ichci to be 
tiansfcircd could cxcbangc cLubcs fur a leu a week 

with ^^^^ppoiA^^ The pu;giam would aequaiiU 

Ji^o^rhTis with die .kw luutinc and the new laJ^dty^ among 
whom the\ cunld begin to runii riiendbhipi>. Studcntb sihX) 
benefit from to vjtliei sdioi^ls, and bo do their parents. 

If the new sehvud seemed acceptable to a .student when his 
class exchanged un>ms loi a da\ with a coinuerparl class, 
♦then he and his paicnts will be ^^tble to accept a permanent 
change moro easily. 

EisenbefgcM siiggestsj-he^e steps be taken b) a superinten- 
dent who debiics a shioolh tiansfci I'oi his oi her teachers and 
jiiincipals. Fiist, set up piofessional ineetings among the con- 
cerned pilnii^nd;'. Second, aiiange foi the **ne\\'' principal to 
sec\ the tiansleiiing teachcis updating in theii own milieu. 
Thiid, puivide fur inteiA isitations and crtiss obser\ ations. 

;f Fouitlu set up di.4iictwide staff meetings. And fifth, <uran^c 
separate meetings anu>ng aU, music, and .special teachers and 
their transferring eoLintcrpart?^ ^ . 

It will also be necessary to go to some lengths loja<?lp con- 
ccuied parents adjust to the change. IIyiC<;tdfylhose active 
in the PTA may be intciested in neigliborhoud coffee hours 
foi parents and administiatois to discuss the closuic and re 
Lited topics infurmall) . A cential council of concerned PTAs 
can shaie ideas and plans. Well oiled channels of communica 
tion anuxng the PI A groups, including the introduction of 
leadeis to each t>thei, would help. And parents might also be 
invited to attend U^^V^t'^cr PTA meetings. 

i 

- The Task Force 

school board ox the superintendent anuuunces 
that eni'r>IIment )ound to dei^line an^l that something may 
ha\c io be (,lune about it, active and vocal parents may pre- 
sent plent) (}f challenge. Sevcial educatois .say that this is the 
^roup to jnvi,tc to join a task force to stud) the problem and 
present alteinajLive solutions. From the beginning, the^ 
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adlibC^ allow Intcu^tctl paicnu avccbi> curicil Infurmalion. 
Alongbulc the PTAJVti^-lciii aud rcpiCicnlativU teachers, 
piintipiil>, atlnHnii)lrtiloib» and pcrhapyi>tiulcnlb^ ihcbc parents 
will form tlie l^ub ul cuninuniicatinn between die sdiool pro 
fei>si(^nalb. and the cuiinnunit) . TIk wiiuis believe that all 
inj.crtrstcd groups sliuukLbe icpiescnted un the ttisk I'uiee. 
'besides those nienliune;n, the e.thnie and laeial vaiieU of the 



' conununit) shoidd hy lef levied, and there .shuuld be women 
coninuinitN leader^ as well as businessmen, fathers as well *is 
* mothers. / ^ 

The task forcTc is a spceial ad\isor\ t-uuncil to the school 
board. It is ihc link between the buaul and the people. One 
of its first duties is tu pio\ide the local news, media with 
honest reports o{ its purpose and prugrcss as it puisues its 
stiulies and begins tu make reepnirneiklations. Tbis kind of 
appioach to the media is politiealK advisable. Sinee school 
-^issues arc olten hoi news loctllK, ncwspeople will snoop 
around to get the inside story if the) arc not gncn the case* 
^ hi good, faith as it stands. If a news stoi') implies that it is 
hard t() get infornialioa c»ut of the task force, the people at 
home nia\ think it has something tu hide. Off the reeoid dis 
^iissioais with responsible new^people will in the long run 
cAntribute to full explanations of task force reconinicnda 
ifions in-the media. 

Sc\eral duties of a ta/k force stand dut as particularly 
iiyporlant. First, the tasK force should become thoruughh 
fa^iiHi^n witlittlie mctliofls and indieatovs that were used to 
piedicl future cnr011ni6nts. In soni?: distuets. the task Ibree 
itself foiecas\s enroIliiTenXir^Si^^ task force ^ould 

\isi\ each school and late it agaTntA-4lie]^>ffiers in to^ns of 
it eo|ucational adcquac). Seale>, superintendent of a district 
that ^closed a school, writes that when his task force mem- 
bers ^isitccl the schuul tlie> answered "questiinis that were 
dircctjy related to the programs available, *us\vell as.ipace 
necdecf foi those progftims. \'hc) looked at opcT^ting^jci^s^ 
dctcun|liing which costs would transfi;Mto another school if 
pupils were to change schools, and ).vhicli costs couldJ)iM^lnrni 
nated if,-thc building were closed. o\r used for.^ alternative" 
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ibcV^JM^rv4tTrrtC^ at [m^Mil and piojcca^l cniullnlcnyb, and 
bpacc a\ailal)l<:no.\v oxiuilxc fulLiic/rhcx dho anal> lc/bafct> 
factiirs i)f die bLhoJl, including walking and buMn)i iuutci>. 
Noise and induiiiialUjolluiitjn.vveie also conbidered^ \ 

Thiid, ihv Xabk ftj\x ib ic.s|)unsiblc fui c^labjishing ciWwa 
for cloblng an> i)clu)ul/1wwj^{T-sn]jgC5is,.in hib 1975 ailicle, 
lluii bume u( thccrrciia blundd unucni *\icadcriiL cxicllcnce 
attained b\ Ihc ^ludenl bud) at lYial bJiuul; cnujlhiicnt pio- 
jcctions foi the ncigbbuihood It bcrvcb;.bjcati<jn of the facility 
rclati\c to schools that arc functioning at ncar-nornial capacit\ ; 
operating cobtb; flcxibilit\ of the facilitN to meet changing 
program needs; [andj transpuitation cobth." Otheib cunsidci 
the availability of special education classes also. 

Fourth, the task fierce should then lecommcnd which 
schools should be cKjscd fiut and in what ouler when and/if 
ckjsure becunies necessa»>. Finall>, when closure is ceitain, 
the task foue ma\ sune^^ the community *s needs tu make 
rccommeitdatitjus on futme use of the vacated builcfings. It 
*shuulcl leseaich legal constiaints, /.oning legulations, and so 
forth if it decides to sell or lease the huilding out of the 
school system. 

'Scenario for a School Closure 

%\Vhat follows is a concentrated amalgamation of the expe- 
riences of Seale\ aiul^Ancson (both superintendents)* and 
Kellev (a principal), and uf the rc^commendatiuns of man> 
other writers* Perhaps aujt e\erj step would pro\e equally 
\iable or useful in an> particular school district, but taken 
together thc> offer the must positKe \va> to handle the clos- 
ing of a neighborhood school. ' j 

The school bu»ird has studied its district's enrollment pio 
jeclions' for the next decaTle and decided that enrollment is 
going to^lrop. In »i few years the decline will probably be 
signific.mi enough to make une oi more school closing.* seem 
economical. Together with the superintendent, thc> inform 
the community that cutbacks loom in the future and set up a 
task force that icpresents *ill aspects of the community and 
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iutcicstcti panics. The duties uf the task force arc those 
dcscrib<id in the preceding se^^tiun. Tu learn public upinitui 
on the quebtiu^ns of pointed debate, tlic task furce hires pro 
fesMonai'pollslcJs^iKl conducts leleplione interoews. 

At least \eais befoie closure becomes necessary, the 
task foice has isolated candidate schools and worked out the 
basic loK»i*tics (ot trauspuUation. piugiam continuity, and so 
forth in each case. The community is informed of these via 
pai,ent new sletieis and the local picss, and public hearings are 
hTHd ai each craiulidate school for the superintendent, the 
boaid, and the task force to explain the rationale for their 
choice.. riiese hearinjjs, cjf^j.ouise, are ad\ertised tluouglumt 
the district and cuveied In the news media. Since it is their 
local piiucapal^ to whuin parents must often tiun foi guidance 
tn matters uf school administiation. the principals of the con- 
cerned schools send the affected paients in\ilations to the 
iieatinv^s. The principals also ser\e as informal ombudsmen 
from parent schoofbcxud during this time. 

At the healings, comnumity opinion is considered respect- 
lully,.even diuugh much of the initial reaction is negative. 
After the healings the administration and task force rc(on\ene 
li> make their final tecommendalion to the school board/fhis 
decision is again widely publicized and newsletters are sent to 
parents. ln,4hibjj>>ini|\unication each parent is in\ itcd to attend 
anothci puj>lic heariji^,beforc the board's final decision. 

Barring the intioduction oL unfoieseen e\idencu:against 
the prupuhal, the decision on uruch school or schools Ih close 
is made final b\ the board. And the principals' pace picks up. 
Principals of leceiving schools send invitations to parents to 
, visit, attend PTA meetings, meet .the teachers^ and find ^ut 
Su>\v matciiulb and programs tl\cir children have b-en iismg 
will be incorporated in the ncw^ school. 

Meanwdiile the tiansferring studeiUs are taken to their new 
.school on a class exchange. Teachers arc also given a few days' 
experien(.c in the receiving sdiooK The principal of the re- 
ceiving school acquires the iccordsof new students andtftuff 
In the closing school, imcntoiics must be made. The future 
of teachers and other staff members has toT^e decided. 
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ALTERNATIVES TO CLOSURE 



Since enrollment will piubabK dodinc ^^Milually, ihcrc 
'may be a feu ^cavs of increased ellKmiiH)ni in the schools 
bcTore closure becomes a clear ucccssilN. And, o[ course, 
school closings are in)i preordained fi>i ever> disti id where 
enroll neni declines, riic \ariet\ <}[ uses that edutalois have 
found for facilities, wjiclher \acanl just spaiseK populated, 
suggests that the right use foi an) Imilding is an indi\idual 
decision based on the peculiar chai^tctei and needs of the 

coinnuuiitv. 

« <> 

In any tase, the publii <night ti) have a sa\ in the disposal 
of a neighbt)rh()()d schiM)l. cspecialh if It i.s to lea\e the con- 
trol of the schot)! s\sieni. Seale\\s task foite promised to 
Siieet again with the pcMple wht^se ,^chin>l was closed if the 
V building were to be ct>nsideieil l\n some tiltei native use. 
y Betlev. perhaps, would be an assignment io the task Unt^c 
f set up pri(j>rities Un the (lispi)sal id' closed schind buildings 
and of those that are gi)ing io be i>nl\ paititdU uciupied l)\ 
public school cl *isse.s. If the pussibilitic-s tue tunsideicd ahead 
V>f tinu\ Sargent suggests, fa^dt\ last minute decisiims will be 
avoided; 

Sargent reports t(iat in^Btisti>n the Public Facilities Depart- 
ment, which is res|'H)nsihle \\n funding and ci)nstrut tii>n ji)f 
most public builclings in the cit\, aUs lathei like *\m ufhcial 
landlord lor the .cit\ \Vhen a sthotjl is \ atated (usuall) an 
older one to which the ut\ has ileui title), the schoi)! hoard 
^'declares the property surplus and it is turned o\cx to the 
dcpariment. The clepaitmenl can inimediately designate use, 
according to neighborhiH>d needs. N\i waiting, no icd tape, 
no jniddleman; the department is its own brokei." 

Hut enipt) classrooms do not at first signif) school 
closings. The slack space can be used 4o'eliminatc di)uble ses- 
sions and portable cUissioums and ti^'punide ujum to ievi\ef 
programs that had been. crowded out. Schi>ol lihraiies, math 
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and science Jc;bx and ail and nuLsic loonib arc top priorilics in 
uncrowding schools, according lo Sargcnl. Afier these uses, 
^speciar programs, suth as those for gihed students, can he 
housed, and audiovUual media unters can be established, 
iiludcnt personnel seivices and adnunisUati\e olTices can also 
be moved into a less-crowdcd school bui^ding. 

Keep a Small School 

Beyond the educational priorities lor filling space in thin ^ 
nnig Schools, the best solution to surplus space may very well 
be simply to keep the school with a small student body, 
hspecially in sparsel> populated areas where closing a school 
» would mean busing students lung distances, the best alterna- 
tive coidd be a modern version of the old one-room school 
house. It will cost somctliing to keep a reasonable pupil- 
teacher ratio in i^Aaicd areas, to be sure. Coleman suggests, 
however, that the expenses of transportation and the incon- 
venience of being a long-distance bus rider may outweigh 
those costs, an aititle addressing the problems of the ele- 
mentary schpol with fewer than 150 pupils, he argues ^hat 
rthe reduction in quantity of education offered can allow^ 
boards to inipro\e the quality, while holding costs stable." 

Coleman sa>s that the first problem faced in organizihg a 
sihall schools "what constitutes ;\ teachable group.'' He 
partially rejects the traditional grouping categories of age or 
grade level, abilit> , onriched C>i remedial programs, and bandi- ^ 
cap. Individuol instruction, he sa>s, is not aided by the first 
two; and the rcsults\if segiegatin^ children with special needs 
makes the latter two gioupings questionable. For small scHo(|U 
organi/.ation he favors grouping based on the personality '"(W 
bctw(^en leachei and pupil. He cites research showing that such 
grouping impiovcs guides and the satisfaction of pupils and 
le^ichers. 

Coleman presents foui models for organizing a 7G-pupil, 
eight-grade elcmentar\ school with threO full time teachers 
and, in some models, a half-time teacher aide. K ifiphasized in 
all the models are a high level of indiv iduali/ed instruction, 
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coopciaUuti anu>ri>^ ihc icaihtis fi>r team leaching iUul cHi'ig- 
ing .HMHij) ailMlics, and ^oinc dcgicc of adaplablliu in the 
slruclurc of the building. 

Share the Building 

Cliib.sroi>m.s \acalcd b\ a sl.ninkini; .sludcnl biid\ ha\clJccn 
put tiiniyiiad nscb. Ahnusl an> acli\il) thai di>Cbnut. inlcrfcic 
\^llh ihc regular clasbtb can be huubcd in iht >clioid building. 
Depending un ihc agiceniciu, Mieb ubc might 4)11. xc icvc- 
nueb in renlbi>i bencHi ihei^eluMil eduealiunally. A ncui^lellci 
published bv Kduealii>n»il r*icililie^ LabDialDiics eunuiicntb 
on several programs in Ailingion, Virginia, usiri| former 
School space foi comnuinil) services. When the cil) recre<i- 
lion dc|)intment wanted to impuAe the offerings of *i com- 
nuinil> c'eniei ^located in pait of a school building, it built 
tennis couits ncaibv. Now the pupils ha\e access to courts 
that they would nbl otherwise have.^ 

Aside from some real benefits of multiple use, keeping a 
school open and \iabl|j^an be a lifesavei fur the district. If 
additioUid classroom space becomes^ necessai) in a neaH)> 
school, tifl cmptN classrooms can be rcclaimctt for as lung as 
need be. In .Arlington, thisAvas don,e when a nearb) school 
needed extia space while it was being remodeled. The build- 
ing thai had been kept open foi piddic school and communitN 
,v;ii>ups w asavtiilable w hen no otheis were. Sotnc of the guuips 
were leshufflcd or doubled up while foimer cfassrounib were 
onee again being used for instruction. 

The uses that ha\e been cithei tried oi suggested involve 
both public and pu\ate agencies, in tunl ojiit of the education 
fieUI. I hev include alteintiti\e schools, da\ care center^* p^iro 
ehial schools.*uni\eisitiet», health and social sen ice agencies, 
museums and libiaiies, scnioi citizens pi ograms, adult cduCii 
tion programs, »ind so foith, depending on the needs and 
imagin.it io\j of the ci>mmunit). This flexible, practical, and 
humanistic appuMch to facilitv use is best suiumari/icd by 
Joseph Ringers, .Vrlington school district assistant superin 
lendcnt for finance and business management: 



The key in all caacs L» lo gain or inainiuin community values. 
Sciiools. afla all. arc more ihau cdutation.il insiuuuuni». lhc> 
arc cominunil> properly an<^ wc ui>thc btUoul diilrict must 
take the ICiUl in finding^ ways iu wluch our buHdingb can bcsi 
semMiicir coinnnniitics* 

Lend^* Lease, or Sell ♦ 

. The CDUscnbiib amuniLi tin udlci^ on facilil\ tlis|)ot>al^is tlial^ 
bcllinj; a bii^lclin^ uulris^lu is a lc\sb altiacii\c M>luiii>y. than 
homchow kccpin.i; il mulci ihc coniiol ol ihy >tdu)t>l s<';>lt:m: 
After alL cim)llmcm prediction.^ can be fault) , and a Itjijji-ycai 
piojec lion ma), be incapable of acoJLintin^; fui unc.xpVted 
gu>\\tb» If llu biiiklin^^ well built, well tlei>i,^ned» 
and fairh new and touKI Hot be fcplaced e^ononiicalK |latci 
on» il ma\ be leniplins to mothball it, lor a time, in (.aj|o its 
nci^bborbinxl ba^ potential foi )»iuutb oi letscled hominj^ 
that would bnn>; in youn^; families. Vandalism and public 
criticism of the wasteiU.spatc, bo\\e\ci„,aie likel) to result 
from that dceision, . ^ > 

Anothci choice to albjw t'lse b\ cummunit\ gioups tii 
public agencies that ini.^hl he ^tiapped foi space ui niigfvt noi 
otherwise ha\c >pate a\ailable to thcnu Social )^aiUps, c?i\ii«- 
orjjani/alions, and K/cal aUs and theatie >iHJups ma\ ueloome 
a Cshancc to >;e*l out of niembcis* living looms and c.spand thcii 
, opcT^itions if a sclU)o! buildinj^ ueie to bKome a\aibdjle* 

hehdinji the* bnildin.i; to anothei public agenc\ \\\^\\ nut be 
a cimiplct^: financial disaslet if the agcncv juonlracts to pa) 
the schiH)l <iisiricl Im pio\ icie maintenance sendees. Pieschool 
progiams. Head Stall, and i>lbci a^^eucics are someiinus ^^i\cn 
use^if the huildin}»s. often with paicnts pa) ing a fee on \\ slid- 
in.u; scale of financial abilit) . If kinder)>aiiens aic not lequii-ed 
h\ law, school boards sometimes \oic; them in and pay for 
them t)Ul of their own funds tn* a pay as ) ou*can Basis* 

Leasing the facilil) is the most popular anangcnient for 
use outside the scIu^jI s\slen^» Suggestions* Lease the school 
itj a neighboring school district* Lease il to the cil) , cuunt), 
or slate for offices of foi coi\\cision into dormitories for de- 
tention oi rehabilitation of ju\eniles or the handimppcd, 
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dabbrooim,' offices, oi itunns. Ab lun^ *ib ihc building i^ 
owned b\ a public agcnv.\ , *i blcciing Luininitlce of local rosi 
dcnU ma\ be mainUtiucd lu. i>clect aclMlicj) for ihc building. 
B> thiij mcan.s, it could be parlitilK Ubcd b\ some public ui 
piiXtUc agencies and btill be a couinuniity and cuhuial center 
'under local eon t.rol. ^ 

J Selling an unused facility i»eems.tu begcneiidl) icgaidecias u 
a *last resort, thougb selling c»m be a financiid coup^if tbc 
building is located in an area zuncd for conunerciiil use, A ^ 
speci*.! report, '*\Vhat tc) Do If Shrinking Enrollment I-orccs , 
You ip- Shut a School," states that Salf Lake Qily had to 
close ii) chuols from 1965 to 1973 because their K-12 en- 
rollment had dropped 25 percent since 1958. Good luqjk 
o: piescicnl planjulng hadjucatcd all the buildings in comrner 
ciai areas. One school was sold to a church; liivee others went 
to state, county , and pri\atc tigencies foi office sp*ice; one be- 
came a motel; and most'^of the others were sold as well. 

Where /.oning is a pioblem, selling ma> be hard io do. 
Coipmcrcial bu>eis aie limited, and moi^t de\eloperi would 
find it uneconomical to tear down the buildings and put up 
new ones. Expcn^sive school propert> sitting idle in a residen 
tial ,aic'a ijj a real buulcn. The special report referred to in the 
piecc:ding paragraph offers a suggestion. ^'Sell the central ad- 
minJsHation building if it has good coniijiercial value and 
mo\e the xlistvict offices to a \acant school/' Intcrdistrict 
orgaiii/.ations can also help l)> allowing se\cral districts to act 
in concert. 

in gcner<d, the litjeratiuc on the subject suggests th*a selling 
to a high bidda is fine if one can^je found. Of course, a 
district ma> not be able to t^f^^urd to sell an unpaid foi build 
ing in some cases. Leasing aTacilit^ is preferable because it 
keeps owneiship iu the school s>i>tem, because potential les- * 
sees are moi^ numerous than c^nimeicial buyers, and bec*uise 
it usually <dlu\vs some measure of local influence on the uses' 
of the building. The last consideration is especially important 
when the structure is locajed in a residential area. 
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CONCLUSION 



The imj)lkaliunb af declining cmollnu:nth aic, taken ncga 
tivel), thai state ic\cnncb will al>*Uc, that i>du>ol buildingb 
will have to be dohcd, that teathcib will ha\ c tu be lelea^ed, 
and that financial problenib, irate paientb, *nul att(.rne)b foi 
the teachcfb* union will hoinid the ^npeiintcndent and the 
bchoul board out of office. A buney of the liteiature bhuwb, 
ho\ve\er, that thih nightniaii.sh \ eibion.be longs on the d^fkk 
side of the nfTuml The uvitci beseem collectively to have taken 
a tip4Vf>4n the Chinese, uhoi>e alphabetical chaiactci f(.jr ciibis 
also means opportuntly. 

An opportunii) offers an inherent Ji*dlenge, "Oi^l of ad 
versity/^as Crunin states, *'cai\ come a richer, more \aricd 
Icaciership style.*' Taken puMti\ely, the implications of de- 
clining er\rollments are that enterprising and creati\c school 
adminkstrators will develop better progiams as the) condense 
them. Thc\ will devise cqnitablc RIF policies with the teach 
ers* unions and will become e\en more pionnnent as public 
leaders when they unite wjih community task forces to solve 
the prob'lcms of school closings. 

Many districts will find the decreasiug numbeis in classes 
a blessing. Financitilly pressed school distucts encourage the 
uffotts of those who aie currently exploiing means of fund 
ing olhei Ui»injjy school budget elections. Superintendents 
will be on c»ill foi their most dynamic and resoiuccful Icadei 
uhip. Principals wiH be more of a parents' friend in the sch(jol 
system than c\er befuie. llumanc and politic handfing of 
loc»d scliool closures will increase mutual undc» standing be 
tween the school (listrict and the pc6plc. ^ 

The first duty of the professionals 1s* to -forecast enroll- 
ments as acciuately »is po^Mble, using the best moans a\aira 
bic. The second is to begin planning long in ad\ancc of. a 
school closure or major reorgapiz*uion. W*itch words of sue 
cessful maniiV*ement for the y ears of dwindling enrollment *ire 
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commiinitation uiul Lommuniiy piwtLtpatiun, Communica- 
tion" with teachers, pupils, paients, and anyone cLsc whose 
interests are affected b\ the changes to come is crucial to any 
measure of success. Murcovei,. the participation of all those 
affected is essential. It will be necessary to glean theii ideas 
and cooperation to be ccitain that decisions affecting the 
community arc acceptable to the^ community. ' ? 
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